Abstract: We investigated the conditions necessary for CRM success in a Hospitality
Introduction
In the marketing literature the terms customer relationship management and relationship marketing are used interchangeably. These terms have been used to reflect a variety of themes and perspectives. Some of these themes offer a narrow functional marketing perspective while others offer a perspective that is broad and somewhat paradigmatic in approach and orientation [1] .
[2] as cited in [3] , defined customer relationship management as the organisation's attempt to develop a long term, cost-effective link with the customer for the benefit of both the customer and the organisation. This implies that there is mutual benefit between the company and the customer as it is in relationships. CRM is defined from a balanced perspective by [4] who state that "CRM is the philosophy, policy and coordinating strategy mediated by a set of information technologies, which focuses on creating two way communications with customers so that firms have an intimate knowledge of their needs, wants and buying patterns."
In addition, one of the most recent and holistic definitions of CRM is the definition by [5] cited in [6] suggest that "CRM is the building of a customer-oriented culture by which a strategy is created for acquiring enhancing the profitability of and retaining customers, that is enabled by an IT application; for achieving mutual benefits for both the organization and the customers".
CRM is the technique or set of processes for collecting information from prospects and customers about their needs and for providing information that helps customers evaluate and purchase products that deliver the best possible value to them [7] . This definition outlines that CRM is a process meaning it requires time and procedures for managing company's resources that help in creating value for money for customers while generating revenue. Along the same lines [8] , stipulate that CRM is a business strategy that goes beyond increasing transaction volume. Its objectives are to increase profitability, revenue and customer satisfaction. To achieve CRM, a company-wide set of tools, technologies and procedures promote the relationship with the customer to increase sales. [9] propounded CRM as a customer-centric business strategy with the goal of maximizing profitability, revenue and customer satisfaction. A more popular approach with the recent application of information technology is to focus on individual or one-to-one relationships with customers that integrate database knowledge with a long-term customer retention and growth strategy [10] . As a business philosophy, [11] stated that "CRM is a relationship orientation, customer retention and superior customer value created through process management". The above definitions highlight the core goals of a company, which are: profit maximizing, increasing revenue, customer retention and customer satisfaction as well as involvement of technology.
CRM process
The process can be defined as the way in which things are done within an organization. This definition implies that organizations have certain procedures they follow [15] . Along the same lines in the [16] articulates that CRM processes can also be defined as "the activities performed by the organization concerning the management of the customer relationship and these activities are grouped according to a longitudinal view of the relationship. The objective of CRM process is to form customers' perceptions of an organization and its products through identifying customers, creating customer knowledge, and building customers relationships.
Conditions for CRM success
An effective CRM should meet the following conditions:
Collaboration
Collaboration has already been claimed to be the fundamental property of relationships between suppliers and customers, competitors, consultants, government agencies and others. The collaboration can be linked to a single deal or be continuous. The degree of collaboration could be combined with the degree of competition .A situation with little competition and little collaboration between two or more companies can be a good start for expanded collaboration. A high degree of collaboration and low degree of competition provide a base for a long-term and harmonious relationship. Relationships can also thrive in a situation of both extensive collaboration and competition [17] . [17] stipulates that it has been stressed that the long-term relationship is a pillar of Relationship Marketing. This is in opposition to transaction marketing, which is characterised by single deals and customer promiscuity. The concept of duration ,retention and defection have been defined .Long-term relationships can be more effective for all parties especially if it takes a long time to build them a common case in. Switching costs may be high and no relationship should be broken because of negligence or lack of interest. The parties learn how to handle the relationship and utilize it to their benefit. According to [18] , through research it is possible to identify the diverse factors that influence the consumer in the act of the purchase and in set with the administration of the relations with these important consumers they had become factor-key in the promotional reach of the organisational success and this supports longevity. However there are factors like pricing, brand credibility which affect longevity and this has to be taken note of as the scholars have not included this in their review when establishing long -term relationships in special regards within Rainbow Towers for success of the business.
Longevity
Commitment, dependence and importance [17] articulates that in a relationship the parties should be dependent on it and must commit themselves to make that relationship work because the parties benefit from such a relationship. The organization gains increased frequency of purchase and free adverts through the use of positive word of mouth. The customer gains reduced time of search and processing and also get products and services that are tailored to their individual needs. [19] stipulates that dependence has the greatest positive effect on commitment, because customers prefer to maintain relationships with sellers on which they depend .For example, increasing customer dependence can increase commitment but has a limited effect on trust, because customers grow concerned that the seller will take advantage of their dependence.
Customer focused quality
The whole units or functions in the organization should work together to deliver quality to the customer. Customer service should not be left to marketers only but it must be everyone's responsibility in the organization from the person who obtains food stock up to the person who delivers the product to the customer. Complete customer satisfaction is the key to securing customer loyalty and generating financial performance. Loyalty is based on the level of satisfaction. A drop in the level of satisfaction can be a drop in the level of loyalty. [1] support that quality help reduce costs hence it becomes important to involve suppliers and customers in implementing the program at all levels of the value chain.
Attraction [17] stipulates that in the marriage metaphor of long term relationship, attraction between the parties is a dominant factor. Studies have shown that attraction between companies may require a combination of rational financial motives and psychological factors. Even in business a partner should be cool and sexy. This also applies for the image that companies convey through their brands. The importance of attraction for establishing relationships both within industries and to customers is perhaps nowhere more protruding than in entertainment, sports, tourism and politics. The main idea is that attraction is a dominant factor that pulls unlike poles to meet. In this case at Rainbow Towers the servicescape should be appealing as well as the brand.
Routinisation
A common complaint in marriage is the lack of romance and excitement after a period of passion the relationship turns into routine. Although it sounds dull, routine procedures may be conditional for efficiency and cost effectiveness both in commercial and marital relationships. However customers also abandon suppliers who show no interest in them. So there is a trade -off between routines and standard procedures for speed and low cost and the feeling that the relationships develop and live [17] .The proposed model by [20] was adopted from [21] this indicates supporting conditions for CRM success and these include senior management support, knowledge management, service quality, technology and people.
Service quality
The first supporting condition for CRM implementation; has been defined in terms of customer satisfaction: the degree of alignment between customers' expectations and their perceptions of the service received. The customer should determine what aspects of the service are the most beneficial rather than the service provider dictating these aspects [22] . Poor service is the dominant reason for losing business. The core product alone is no longer enough, and service quality is stressed as the key to successful business. It is necessary to discover the customer's real requirements. Focusing on these key service issues will be reflected in customer satisfaction. An essential aspect of managing service quality is the identification of client expectations, and then designing the service system to focus on these requirements; that is what CRM is all about. Service quality is considered a critical determinant of competitiveness. Service quality can help an organization to differentiate itself from other organizations and gain a competitive advantage. Superior service quality is a key to improved profitability [23] .
Senior management support and leadership
This is a critical for the success of any CRM process. The support must extend beyond verbal support or approval of expenditure for consultants or training. Senior management support must be active, visible and constant, because CRM processes are about changing staff attitudes and the culture of an organization and senior management has the biggest influence on attitudes and culture. Senior management's own attitude and behaviour towards customers and other business aspects has a direct impact on how other staff think and behave. Leadership is an essential component of any CRM project teamwork: It is the art of creating a supportive work environment. Team leaders must work with senior management to ensure that they create an organizational ambience that is conducive to the teams' needs [21] .
Information technology (IT)
The third major supporting condition for CRM implementation is technology which is a key enabler, but is only a means to the end. It enables the whole business to see and serve customers in the same way through: Accessible data as well as efficient and consistent processes. The key is getting the balance of technology investment appropriate for the specific goals set out in the customer strategy. CRM systems must be able to operate in the office, out of the office and over the web. They must tie together multiple communication channels, each using very different technologies (web, e-mail, telephone). And they must be flexible to accommodate changing customer needs and demands [21] .
People
The fourth supporting condition for CRM successful implementation is people. People's skills, knowledge and attitudes are essential elements for CRM performance. People also need to be trained in many competencies. People resist change because they do not see that it is in their self-interest. Management should benefit from this and consider it as useful information that tells them what is working and not working in the change process [24] . Management must ensure that job evaluations, compensation programs, and reward systems are modified on a basis that facilitates and rewards customer orientation [25] .
Knowledge management
The fifth supporting condition is that knowledge is an entity that is a strategic business asset, and therefore the processes associated with it need to be managed. Some authors like [26] considered customer relationship management as an application of knowledge management. "Customer Relationship Management (CRM) is a strategy used to learn more about customers' needs and behaviours in order to develop stronger relationships with them. These conditions were acknowledged from a study that was carried out by [20] .
III. Research methodology 3.1 Sampling Techniques
Purposive sampling was mainly used for flexibility in collecting data and also to eliminate unnecessary data. The technique gives space to identify important respondents for the research. Stratified random sampling technique was also used for the following reasons: to ensure that the sample will not have by any chance undue proportion of one unit in it. The population was big and therefore had to be divided into strata according to positions occupied within the organisation (i.e. managers, supervisors etc) and then the sample was picked randomly from each stratum. The population comprised of hotels in Harare, the capital city of Zimbabwe. A sample of 90 respondents was used in this study.
Research design
A descriptive research design was used for this study as it paves way for carrying out surveys and factfinding enquiries of different kinds [27] . [28] pointed out that the importance of a research design is to prepare a proper framework, within which the research work will be actually carried out and acts as a blue print. Consistent with [29] three principal research approaches, this study was exploratory in nature. The research design was descriptive in nature in that it attempted to provide a detailed description of contemporary CRM conditions within a specific context, that is, the hospitality sector. We used questionnaires in obtaining information from the respondents. Questionnaires were tailor made to cater for all the respondents on a five point Likert scale as a way to obtain more reliable, accurate and realistic information. All questionnaires were written in English. Personal interviews were carried out to obtain information from hotel managers. The study sample comprised of 90 respondents drawn from hotels in Harare metropolitan city.
IV. Results

Descriptive statistics
Eleven items were used in establishing the conditions necessary for CRM success and the descriptive statistics are as shown in the table below; Scale: 1= strongly agree 2=Agree 3=Neutral 4=Disagree 5=strongly agree
Conditions for CRM success were measured using eleven items adapted from [17] and [21] .The respondents were required to indicate the supporting conditions that are provided by the hotel from a Likert scale of 1-5 (strongly agree-strongly disagree). Mean values range from 2 to 3 and this means the responses range from agree to neutral. The standard deviation above 0 are widely scattered beyond the mean and most variables are below 1 in the standard deviation and indicate that they are closely scattered to the mean. The overall descriptive results in Table 1 (above) show that technology (mean score=3.20) achieved the highest mean followed by senior management support and leadership (mean score=3.14). The lowest overall mean score are interdepartmental collaboration (mean score=2.20), followed by attraction (mean score=2.34).
Factor analysis and Reliability analysis
Factor analysis was done to address the problem of analyzing the structure of the interrelationships (correlations) among a large number of variables (e.g., test scores, test items, questionnaire responses) by defining a set of common underlying dimensions, known as factors. Reliability analysis was also done to check the consistency in the measurement scale [30] . Cronbach alpha (α) was used for reliability analysis as it is an easy and generally acceptable estimate of reliability [30] . The recommended minimum acceptability value for α is 0.70, although some studies use α as low as 0.50 [31] . This study used Cronbach alpha score of 0.50 as it was a new measure. Results of the factor and reliability analyses are as shown in Table 2 Table 2 is a summarisation of the responses of many items showing their reliability. The initial process of scale validation involved factor analysis. The conditions for CRM success were made up of 11 items .Factor analysis resulted in 4 factors emerging which are service conditions, operational conditions, human conditions and technological conditions. Overally supporting conditions for CRM had a Cronbach alpha score of 0.745 which show a high level of consistency. The operational conditions measured what they intended to measure with a Cronbach alpha score of 0.703. Technological conditions were significant with Cronbach alpha score of 0.539. Human and Service conditions were not significant and were eliminated because they produced Cronbach alpha score less than 0.5 which proved that they were not reliable.
V. Discussion and Implications
This study was attempted using both quantitative and qualitative methods with chi-square test and thematic analysis respectively.
Quantitative analysis
The conditions for CRM success were made up of 11 items. Factor analysis resulted in 4 factors emerging which are service conditions, operational conditions, human conditions and technological conditions as shown in table 2. Chi-square test was done to measure the conditions for CRM success .The results for chisquare are depicted below: The above table indicates that technological conditions and operational conditions proved to be significant with X 2 (14.143) and X 2 (19.171) at p < 0.05 respectively. Descriptive statistics showed a significant variation in respondents' views towards technology with a majority (48.5%) disagreeing on the presence of this condition whereas 28.6% were indifferent and 22.9% said these conditions were available. Service and human conditions statistically show that there is no significant difference. This is supported by [32] who note that in CRM success, the infrastructural factors, management attitude and information technology (IT) are highly evaluated, since management support is a critical factor for successful innovation, CRM as an organizational innovation also requires management's strong impetus and support.
Moreover, visible advancement in the level of IT triggered by the CRM implementation project could be considered as a critical success factor (CSF) in that IT is one of the key resources in organizations for sustainable competitive advantage [33] . Thus, organizations are required to integrate IT to improve the capabilities of understanding customer behaviour, develop predictive models, build effective communications with customers and respond to those customers with real time and accurate information [25] .
Qualitative analysis
Qualitative analysis for this study was done using thematic analysis on responses from the key informant interviews. The respondents identified collaboration within departments, attraction of the servicescape as the critical supporting conditions for CRM success.
Theme 1: Collaboration among departments
Respondents noted that collaboration among departments is important in determining CRM success. This concurs with what [21] review as the supporting conditions for CRM Success. In a similar study by [34] this factor focuses on the integration of different departments and areas of the organisation to meet the general objectives of CRM and the main company's objectives as well as the objectives of the departments.
Theme 2: Servicescape
The respondents highlighted that attraction of the servicescape is vital in CRM success. [17] view attraction of the servicescape as an important supporting condition for CRM Success. The importance of attraction for establishing relationships both within organisations and to customers is perhaps nowhere more protruding than in entertainment, sports, tourism and politics. Thus in the marriage metaphor of long term relationship, attraction between the parties is a dominant factor.
Theme 3: Online correspondence and Guest questionnaire collection
Guest feedback, online correspondence and hosting cocktails for long staying guest and top suppliers emerged as an additional dimension in the hospitality industry which has not been stated in most literature. [35] support the notion that numerous hotel chains provide their high-value and preferred customers with room upgrades and even free mini-bar usage as well as adhering to online customer management as a way to create a conducive environment for CRM success.
VI. Conclusions and Implications
The resolution of the Hospitality sector in Zimbabwe lies in the promotion and enhancement of CRM conditions. There is need for the Hospitality sector to source funding and resources for CRM. Few respondents confirmed that technological and human conditions are present in the Hospitality sector in Zimbabwe, hence the need for organizations to improve their CRM conditions. Organizations are required to integrate IT to improve the capabilities of understanding customer behaviour, develop predictive models, build effective communications with customers and respond to those customers with real time and accurate information [25] . New methods incorporating state of-the-art technology will need to be mastered and creative approaches required to understand customer behaviour in differing international cultural contexts also need to be developed [36] . Management should set the direction and maintain the conviction that the customer is the centre of the business. Without a CRM business plan and vision, the percentage chance for CRM initiative failure remains high [37] .
